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LIMITED OFFICIAL USE SECTION 01 OF 04 TOKYO 08868 

E.O. 11652: N/A 
TAGS: OGEN, AFIN 

SUBJECT: FY 1980 GOALS/OBJECTIVES AND RESOURCE MANAGEMENT 
(GORM) PROCESS 

REF: STATE 063477 

1. FORM ZBB-1 

- 1. TOTAL U.S. PERSONNEL - 1 19 "CURRENT LEVEL" 

A. PACKAGE I (90 PCT X 119) 107 

B. PACKAGE II (5 PCTX 119) 6 

C. PACKAGE III (5 PCT X 1 19) 6 

- 2. TOTAL FSL- 271 "CURRENT LEVEL" 

A. PACKAGE I (90 PCTX 271) 244 

B. PACKAGE II (5 PCTX 271) 14 

C. PACKAGE III (5 PCTX 271) 13 

2. FORM ZBB-2: PACKAGE WORKSHEET 

ZERO-BASE BUDGETING 
FY 1980 

PERSONNEL RESOURCE WORKSHEET 
LIMITED OFFICIAL USE 

LIMITED OFFICIAL USE 

PAGE 02 TOKYO 08868 01 OF 04 171105Z 

(1) (2) (3) (4) (5) (6) (7) 

FY 1978 PACKAGE I 

AMER AMER AMER AMER 

FUNCTION OFF STAFF FSL OFF STAFF FSL 
EXEC 10 6 11 9 6 11 

SCI 12 5 12 5 

POL/LABOR 17 5 21 15 4 18 
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E/C 19 4 42 17 3 40 

CONS 15 1 62 13 1 54 

ADMIN 24 7 124 21 7 110 

OTHER 8 - 6 8 - 6 

TOTAL THIS 

PACKAGE 94 25 271 84 23 244 

CUMULATIVE 

TOTAL 94 25 271 84 23 244 

ZERO BASE BUDGETING 
FY 1980 

PERSONNEL RESOURCE WORKSHEET 
(8) (9) (10) (11) (12) (13) 

PACKAGE II PACKAGE III 
AMER AMER AMER AMER 
FUNCTION OFF STAFF FSL OFF STAFF FSL 
EXEC - - - 1 - - 

SCI 

POL/LABOR 1 1 - 1 - 1 

E/C 2 1 - - - 2 

CONS 2 - 7 - - 3 

ADMIN 1 - 3 2 - 11 

OTHER 

TOTAL THIS 

PACKAGE 6 2 10 4 17 

CUMULATIVE 

TOTAL 90 25 254 94 25 271 

LIMITED OFFICIAL USE 

LIMITED OFFICIAL USE 
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(14) (15) (16) 

PACKAGE IV 
AMER AMER 

FUNCTION OFF STAFF FSL 
EXEC 

SCI 8 17 

POL/LABOR - 

E/C - - - 

CONS 

ADMIN 

OTHER 

TOTAL THIS 

PACKAGE 8 1 7 

CUMULATIVE 

TOTAL 102 26 278 

3. FORM ZBB-3 

- 1. DECISION UNIT: JAPAN 

- 2. PACKAGE I OF IV 

- 3. ACTIVITY DESCRIPTION: TOKYO 2689 LISTED 7 BROAD 
CATEGORIES OF GOALS AND OBJECTIVES FOR THIS MISSION, WHICH 
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TOGETHER CONSTITUTE AN EFFECTIVE AND NECESSARY LEVEL OF 
ACTIVITY IN SUPPORT OF THIS IMMENSELY IMPORTANT BILATERAL 
RELATIONSHIP. WE ARE STAFFED ADEQUATELY BUT NOT EXCESSIVE- 
LY FOR THE PURSUIT OF THOSE POLICY GOALS. AT THE 90 PER- 
CENT LEVEL. OUR ABILITY TO ACHIEVE THEM WOULD BE MARKEDLY 
DIMINISHED. REDUCTIONS OF THIS SIZE - THE ELIMINATION OF 
12 AMERICAN AND 27 LOCAL POSITIONS - WOULD ALLOW THE CON- 
TINUATION OF ONLY THE MOST BASIC POLITICAL AND ECONOMIC 
REPORTING AND REPRESENTATIONAL RESPONSIBILITIES, AT A TIME 
WHEN WE NEED MORE RATHER THAN LESS RESOURCES DEVOTED TO 
THOSE ENDEAVORS, AND WOULD MEAN A REDUCTION TO ESSENTIALLY 
RUDIMENTARY LEVELS OF CONSULAR AND ADMINISTRATIVE SERVICES. 
- 4. RESOURCE THIS PKG 

LIMITED OFFICIAL USE 


NNN 

LIMITED OFFICIAL USE 

PAGE 01 TOKYO 08868 02 OF 04 171114Z 
ACTION EA- 12 

INFO OCT-01 ISO-OO SIG-03 MMO-01 CIAE-00 DODE-OO PM-05 
H-01 INR-10 L-03 NSAE-00 NSC-05 PA-01 SP-02 
SS-15 ICA-11 ABF-01 OC-06 CCO-OO PER-01 A-01 
EB-08 COME-OO LAB-04 VO-05 CA-01 OES-07 DOE-15 
SOE-02 NSF-01 SCS-06 /128W 

127767 171414Z/43 

P 171038Z MAY 78 

FM AMEMBASSY TOKYO 

TO SECSTATE WASHDC PRIORITY 8006 


LIMITED OFFICIAL USE SECTION 02 OF 04 TOKYO 08868 

REQUIREMENTS: FY 78 FY 79 ONLY CUMUL. 

US OFFICERS 94 94 84 84 

US STAFF 25 25 23 23 

FSL'S 271 271 244 244 

TOTAL 390 390 351 351 

- 5. IMPACT ON CURRENT U.S. POLICY GOALS, OBJECTIVES 
AND ESSENTIAL ACTIVITIES: AS NOTED ABOVE, CUTS OF THE 
MAGNITUDE REQUIRED IN THIS PACKAGE WOULD SEVERELY REDUCE 
THE EFFECTIVENESS OF THIS EMBASSY IN PURSUING ESSENTIAL 
POLICY GOALS. THE NET RESULT COULD WELL BE SIGNIFICANT 
DAMAGE TO U.S.-JAPAN RELATIONS. APART FROM OPERATIONAL 
CONSIDERATIONS, THERE COULD BE NOTICEABLE POLITICAL AND 
PSYCHOLOGICAL EFFECTS. THE REDUCTION OF 27 LOCAL EMPLOYEE 
POSITIONS WOULD REQUIRE DISMISSALS UNLESS PHASED OVER A 
SEVERAL- YEAR PERIOD, AND DISMISSALS OF THIS NATURE ARE 
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COMPLETELY COUNTER TO ACCEPTED PRACTICE IN JAPAN, WHERE 
EMPLOYMENT SECURITY IS SACROSANCT. THIS COULD NOT FAIL TO 
BE NOTICED IN TOKYO AND COULD EASILY BECOME A POLITICAL 
EMBARRASSMENT. ELIMINATION OF 12 AMERICAN POSITIONS WOULD 
ALSO BE SUBJECT TO INTENSIVE ATTENTION AND ANALYSIS IN 
TOKYO, WHERE THERE IS EXTRAORDINARY SENSITIVITY TO NUANCE 
IN U.S.-JAPAN RELATIONS, AND WOULD GIVE WRONG SIGNALS TO 
LIMITED OFFICIAL USE 

LIMITED OFFICIAL USE 

PAGE 02 TOKYO 08868 02 OF 04 171114Z 

THE JAPANESE CONCERNING THE VALUE WE ATTACH TO THIS RELA- 
TIONSHIP. 

- THERE WOULD IN ADDITION BE A SIGNIFICANT DECLINE IN 
THE ABILITY OF THE EMBASSY TO MEET SPECIFIC POLICY OBJEC- 
TIVES: 

- THE LOSS OF A LABOR/POLITICAL OFFICER WOULD REDUCE 

- THE RANGE AND FREQUENCY OF OUR CONTACTS WITH IMPORTANT 

- POLITICAL FIGURES, PARTICULARLY AMONG THE INCREASINGLY 

- SIGNIFICANT CENTRIST OPPOSITION. 

- THE LOSS OF THE POLITICAL/MILITARY OFFICER IN NAHA 

- WOULD DIMINISH BY HALF THAT POST'S ABILITY TO DEAL 

- WITH THE POLITICAL/MILITARY PROBLEMS WHICH ARE ITS 

- RAISON D’ETRE AND ACCOUNT FOR 90 PERCENT OF ITS WORK- 

- LOAD. 

- THE LOSS OF 2 OFFICERS AND 2 HIGHLY TRAINED LOCAL 

- EMPLOYEES IN THE ECONOMIC/COMMERCIAL SECTION WOULD 

- MEAN A PAINFUL REDUCTION IN OUR ECONOMIC RESOURCES, 

- AT A TIME WHEN WE CAN ILL AFFORD TO WEAKEN OUR EFFORT 

- IN THAT FIELD. 

- THE ELIMINATION OF THE JUNIOR OFFICER (STAFF AIDE) 

- POSITION IN THE EXECUTIVE SECTION NOT ONLY WOULD 

- INCREASE THE WORKLOAD ON OTHER OFFICERS THROUGHOUT 

- THE MISSION, BUT ALSO, AND MORE IMPORTANTLY, WOULD 

- ELIMINATE AN INVALUABLE TRAINING ASSIGNMENT AND 

- INTERRUPT THE FLOW OF YOUNG OFFICERS INTO THE JAPAN 

- FIELD VIA LANGUAGE STUDY. 

- THE LOSS OF SECRETARIES IN BOTH THE POLITICAL AND 

- ECONOMIC SECTIONS WOULD DIMINISH THE CAPACITY AND 
LIMITED OFFICIAL USE 

LIMITED OFFICIAL USE 

PAGE 03 TOKYO 08868 02 OF 04 171114Z 

- EFFICIENCY OF BOTH OFFICES, AT A TIME WHEN THE VOLUME 

- OF WORK IS INCREASING IN PARALLEL WITH THE INCREASING- 
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- LY ACTIVE U.S. -JAPAN RELATIONSHIP. 

- REDUCTIONS IN THE ADMINISTRATIVE SECTION WOULD INCLUDE 

- 3 AMERICANS AND 14 LOCAL EMPLOYEES. AMONG THE 

- AMERICAN POSITIONS TO BE ELIMINATED WOULD BE THAT OF 

- THE SECOND PERSONNEL OFFICER, ESTABLISHED RECENTLY 

- TO REDUCE BACKLOGS IN PERSONNEL ADMINISTRATION AND 

- INSURE ADEQUATE SUPPORT FOR THIS LARGE MISSION. IN 

- ADDITION THE RSO POSITION WOULD BE CUT, DECREASING 

- THE EFFECTIVENESS OF OUR SECURITY PROGRAM - AT A TIME 

- WHEN A STRONG CASE HAD PREVIOUSLY BEEN MADE TO ASSIGN 

- AN ADDITIONAL RSO. FINALLY, ONE POSITION IN C&R 

- WOULD BE ELIMINATED, AS A RESULT OF THE TERP 

- INSTALLATION. 

- REDUCTIONS OF THE MAGNITUDE REQUIRED BY THIS PACKAGE 

- IN THE CONSULAR SECTION WOULD MEAN LESSENED EFFICIENCY 

- AND EVER-INCREASING BACKLOGS, WITH PREDICTABLE COM- 

- PLAINTS FROM AMERICAN CITIZENS AND THE AMERICAN 

- CONGRESS. 

THIS PACKAGE PRESUPPOSES A CHANGE IN LEGISLATION WHICH 
WOULD ALLOW WAIVING NIV REQUIREMENTS FOR JAPAN. 

- 1. DECISION UNIT: JAPAN 

- 2. PACKAGE II OF IV 

- 3. ACTIVITY DESCRIPTION: THIS LEVEL OF FUNDING WOULD 
PERMIT RESTORATION OF SEVERAL OF THE MORE DAMAGING CUT- 
BACKS OF PACKAGE I, INCLUDING IN PARTICULAR IN THE EC AREA 
AND WITH RESPECT TO POLITICAL/MILITARY ACTIVITY. CONSULAR 
SERVICES WOULD BE NEARLY RESTORED TO ESSENTIAL LEVELS, AS 
WOULD MOST OF THE CORE ADMINISTRATIVE FUNCTIONS, INCLUDING 
SY. 

LIMITED OFFICIAL USE 


NNN 

LIMITED OFFICIAL USE 

PAGE 0 1 TOKYO 08868 03 OF 04 1 7 1 1 22Z 

ACTION EA- 12 

INFO OCT-01 ISO-OO SIG-03 MMO-01 CIAE-00 DODE-OO PM-05 
H-01 INR-10 L-03 NSAE-00 NSC-05 PA-01 SP-02 
SS-15 ICA-11 ABF-01 OC-06 CCO-OO PER-01 A-01 
EB-08 COME-OO LAB-04 VO-05 CA-01 OES-07 DOE-15 
SOE-02 NSF-01 SCS-06 /128W 

127996 171414Z/43 

P 171038Z MAY 78 
FM AMEMBASSY TOKYO 
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TO SECSTATE WASHDC PRIORITY 8007 


LIMITED OFFICIAL USE SECTION 03 OF 04 TOKYO 08868 

- 4. RESOURCE REQUIREMENTS: 

THIS PKG. 

FY 78 FY 79 ONLY CUMUL. 

US OFFICERS 94 94 6 90 

US STAFF 25 25 2 25 

FSL'S 271 271 10 254 

TOTAL 390 390 18 369 

- 5. IMPACT ON CURRENT U.S. POLICY GOALS, OBJECTIVES 
AND ESSENTIAL ACTIVITIES: WHILE REDUCTIONS OF THIS MAG- 
NITUDE WOULD NOT BE AS VISIBLE, AND HENCE POLITICALLY 
DISTURBING, TO JAPANESE AS WOULD PACKAGE I, THIS PACKAGE 
WOULD ENTAIL SIGNIFICANT LOSSES IN EFFECTIVENESS. FOR 
EXAMPLE: 

- FUNDING AT THIS LEVEL WOULD STILL REQUIRE ELIMINATION 

- OF THE ASSISTANT LABOR ATTACHE POSITION, WITH ATTEN- 

- DANT DIMINUTION IN THE BREADTH OF OUR POLITICAL/LABOR 

- REPORTING. 

- THIS LEVEL WOULD STILL MEAN ELIMINATION OF THE 

- EFFICIENCIES AND TRAINING OPPORTUNITIES OFFERED BY 

- THE STAFF ASSISTANT SLOT. 

LIMITED OFFICIAL USE 

LIMITED OFFICIAL USE 

PAGE 02 TOKYO 08868 03 OF 04 1 7 1 1 22Z 


- IT WOULD NOT PERMIT RESTORATION OF THE SECOND PER- 

- SONNEL OFFICER POSITION, WHICH WOULD MEAN THAT 

- PERSONNEL BACKLOGS, NOW LARGELY ELIMINATED, WOULD 

- INEVITABLY RECUR. 

- IN ADDITION, ADMINISTRATIVE SERVICES PROVIDED BY 

- TRAINED LOCAL EMPLOYEES WOULD CONTINUE TO SUFFER IN 

- THIS PACKAGE, WITH INCREASED COSTS A LIKELY RESULT. 

- FOR EXAMPLE, REDUCTIONS IN THE MOTOR POOL WOULD MEAN 

- INCREASED OVERTIME EXPENDITURES OR THE USE OF EXPEN- 

- SIVE COMMERCIAL ALTERNATIVES. THE LOSS OF TWO 

- TRAINED LOCAL EMPLOYEES IN THE ECONOMIC/COMMBRCIAL 

- SECTION WOULD CONTINUE TO HAVE ITS PENNY WISE/POUND 

- FOOLISH EFFECT. 

- 1. DECISION UNIT: JAPAN 

- 2. PACKAGE III OF IV 

- 3. ACTIVITY DESCRIPTION: AT THIS LEVEL OF FUNDING, 

ALL OUR MAJOR POLICY GOALS AND OBJECTIVES CAN REASONABLY 
BE MET. THE EMBASSY WOULD. HOWEVER, PLAN SOME REPROGRAM- 
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MING OF POSITIONS IN THIS PACKAGE TO ACHIEVE GREATER 
EFFICIENCY. FOR EXAMPLE, WE WOULD REDUCE BY TWO LOCAL 
POSITIONS IN THE OFFICE OF TRANSLATION SERVICES, AND WOULD 
INCREASE BY TWO LOCAL POSITIONS IN THE CONSULAR SECTION. 

THIS LATTER INCREASE WOULD ALLOW IMPROVED CONSULAR SERVICES, 
PARTICULARLY IN THE AREA OF PRISON VISITS AND ARREST CASES, 

AND WOULD PERMIT A POSITION IN THE VISA BRANCH FOR AN OUT- 
SIDE INVESTIGATOR WHO WOULD TAKE ON MUCH OF THE WORK WHICH 
WILL RESULT FROM THE TRANSFER OF INS TO KOREA. IN THE 
ADMINISTRATIVE SECTION, TWO LOCAL POSITIONS IN GENERAL 
SERVICES WOULD BE ELIMINATED AND TWO WOULD BE ADDED TO 
BUDGET AND FISCAL TO HANDLE AN INCREASED WORKLOAD IN THAT 
LIMITED OFFICIAL USE 

LIMITED OFFICIAL USE 

PAGE 03 TOKYO 08868 03 OF 04 1 7 1 1 22Z 

UNIT. FINALLY, WE WOULD ADD ONE AMERICAN RSO POSITION, AT 
THE SAME TIME REDUCING BY ONE OUR AMERICAN C & R STAFF. 

- 4. RESOURCE REQUIREMENTS: 

FY 78 FY 79 ONLY CUMUL. 

US OFFICERS 94 94 4 94 

US STAFF 25 25 - 25 

FSL'S 271 271 17 271 

TOTAL 390 390 21 390 

- 5. IMPACT ON CURRENT U.S. POLICY GOALS, OBJECTIVES 
AND ESSENTIAL ACTIVITIES: WHILE ALL ESSENTIAL ACTIVITIES 
COULD BE CONTINUED AT THIS LEVEL, AND MINIMAL POLICY 
OBJECTIVES SUCCESSFULLY ACHIEVED, AMERICAN INTERESTS IN 
JAPAN COULD BE BETTER SERVED BY INCREASED FUNDING/STAFFING 
IN SELECTED AREAS. FOR EXAMPLE, THE GROWING IMPORTANCE 

OF THE U.S. -JAP AN ECONOMIC RELATIONSHIP, A RAPIDLY EXPAND- 
ING CONSULAR WORKLOAD, AND A HEAVY STREAM OF OFFICIAL 
VISITORS TO JAPAN CONTINUE TO STRETCH MISSION RESOURCES, 
PARTICULARLY AMERICAN POSITIONS, TO A POINT WHICH REDUCES 
OVERALL MISSION EFFECTIVENESS. OUR PROPOSED REPROGRAMMING 
WOULD HELP TO EASE SOME OF THESE PRESSURES, BUT THERE IS 
A LEGITIMATE CASE WHICH CAN BE MADE FOR AN INCREASED 
RESOURCE LEVEL FOR THIS MISSION. 

- 1. DECISION UNIT: JAPAN 

- 2. PACKAGE IV OF IV 

- 3. ACTIVITY DESCRIPTION: THE INCREASE OF EIGHT 
OFFICERS, ONE STAFF, AND SEVEN LOCAL POSITIONS ENVISAGED 
IN THIS PROPOSAL FOR THE SCIENCE COUNSELOR S OFFICE WOULD 
BRING THREE SEPARATE AGENCIES - DOE, NSF, AND ONR - 

UNDER THE DIRECT CONTROL OF THE SCIENCE COUNSELOR AND WOULD 
THUS UNIFY THE MISSION'S S & T FUNCTION. ONE POSITION, 

AN ENVIRONMENTAL ATTACHE, WOULD BE ADDED TO THE SCIENCE 
COUNSELOR S OFFICE TO PROVIDE NEEDED ADDITIONAL TECHNICAL 
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LIMITED OFFICIAL USE 


NNN 

LIMITED OFFICIAL USE 

PAGE 01 TOKYO 08868 04 OF 04 171351Z 
ACTION EA- 12 

INFO OCT-01 ISO-OO SIG-03 MMO-01 CIAE-00 DODE-OO PM-05 
H-01 INR-10 L-03 NSAE-00 NSC-05 PA-01 SP-02 
SS-15 ICA-11 ABF-01 OC-06 CCO-OO PER-01 A-01 
EB-08 COME-OO LAB-04 VO-05 CA-01 OES-07 DOE-15 
SOE-02 NSF-01 SCS-06 /128W 

000055 171413Z/43 

P 171038Z MAY 78 

FM AMEMBASSY TOKYO 

TO SECSTATE WASHDC PRIORITY 0000 


LIMITED OFFICIAL USE SECTION 04 OF 04 TOKYO 08868 

EXPERTISE. DOE WOULD CONTRIBUTE ITS ONE OFFICER, ONE 
SECRETARY, ONE FSL AND ONE ADDITIONAL OFFICER PREVIOUSLY 
RECOMMENDED BY THIS MISSION IN MODE REVIEWS. NSF WOULD 
CONTRIBUTE ITS TWO OFFICERS (ONE SCHEDULED FOR FY 78) AND 
THREE FSL'S. ONR WOULD CONTRIBUTE FOUR OFFICERS AND 
TWO FSL'S. 

- 4. RESOURCE REQUIREMENTS: 

THIS PKG 

FY78 FY 79 ONLY CUMUL. 

US OFFICERS 94 94 8 102 

US STAFF 25 25 1 26 

FSL'S 271 271 7 278 

TOTAL 390 390 16 406 

- 5. IMPACT ON CURRENT U.S. POLICY GOALS. OBJECTIVES 

AND ESSENTIAL ACTIVITIES: THIS EXPANDED LEVEL OF RESOURCES 
WOULD PERMIT ABOLITION OF THE NOW SEPARATE OFFICES MAIN- 
TAINED BY DOE, NSF, AND ONR; WOULD RESULT IN MORE COORDI- 
NATED AND EFFICIENT USE OF THESE SCIENCE RESOURCES; AND 
WOULD MEAN A MORE EFFECTIVE MISSION APPROACH TO THE 
INCREASINGLY IMPORTANT S & T AREA. 

LIMITED OFFICIAL USE 

LIMITED OFFICIAL USE 
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4. BECAUSE THE OFFICE BUILDING FOR THE EMBASSY IN TOKYO 
IS STILL NEW, WE HAVE RELATIVELY SMALL FUNDING NEEDS FOR 
THE NORMAL ITEMS OF EQUIPMENT WHICH TAKE UP SO MANY 
RESOURCES IN MANY POST BUDGETS. GOING BELOW FY 1978 
FUNDING WOULD NOT BE A SIGNIFICANT DECREASE, THEREFORE. 

WE ANTICIPATE THAT THESE NEEDS WILL INCREASE AS TIME 

WEARS ON AND EQUIPMENT NEEDS REPLACING. FOR THE COMMERCIAL 
LIBRARY, WE ANTICIPATE EVEN GREATER USAGE AND NEEDS AS 
EMPHASIS IS PLACED ON U.S. -JAPAN COMMERCIAL ACTIVITIES. 
REPRESENTATIONAL ALLOWANCES ARE MUCH IMPROVED OVER PREVIOUS 
YEARS, BUT THE SATURATION POINT HAS NOT YET BEEN REACHED. 

WE UNDERSTAND THAT CONSULAR AUTOMATION IN THE FORM OF A 
MINI COMPUTER FOR TOKYO IS IN OUR FUTURE, AND WE WELCOME 
THIS DEVELOPMENT. 

5. PART II OF GORM WILL BE SENT BY SEPTEL. MANSFIELD 


LIMITED OFFICIAL USE 


NNN 
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